25X1

25X1

Approved For Release 2005/07/14 : CIA-RDP87-01146R000200070010-4

JECRET S

DD/A Reglstry

o~ T e STV

bl e o e Wi 2 s

O -/S5FF

1 July 1980

MEMORANDUM FOR: Planning Officers

FROM:

Chief, Management Staff, DDA

SUBJECT: Progress Report on Agency Long Range

Planning

1. The purpose of this paper is to provide you with a

chronology of events which have occurred since an EXCOM
decision in May 1980 to actively pursue the development of a

five
as a

year CIA Planning and Guidance document for the Agency
whole.

2. Attached is a series of background papers, some of

which you may have already received, which detail the
progress of the development of Agency long-range planning.

Upon removal of attachment
treat as Unclassified

. P W v e s oo s e s amamnn st i i L . Jy—— o - amoi s i s et

(a) The first item is the DDCI meno, dated 22 May
1980 which established policy guidance for an Agency
planning process. This memo set the rationale for such
a process by noting that existing planning processes
provide neither current integrated Agencywide planning
nor a sufficient basis for informed long-range guidance
by the DCI/DDCI.

(b) The minutes of the first EXCOM meeting
addressing Agencywide long-range planning, dated 16 May
1980, are the next item. These minutes note that a
planning option was selected which would by November
1980 provide an integration of existing directorate
planning and a first attempt at DCI five-year
long-range guidance.

(¢c) An ad hoc planning group consisting of members
of the EXCOM staff and directorate planning officers,
and chaired by | then was established
with a charter to produce the proposed CIA Five Year
Planning and Guidance document. Several minutes of the
group's meetings are included in your reference
material.
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(d) The EXCOM staff produced, and the Ad-hoc
Planning Group reviewed an action plan for the
development of the CIA Five Year Plan and Guidance.

The action plan was dated 27 May 1980. The most
critical item on the action plan is the identification
of issues (foreign and management) which will form the
basis of Agency long-range planning. My comments on the
first action plan (memo dated 10 June 1980) are
attached.

(e) In addition, the Ad-hoc Planning Group was
tasked with reporting on the existing directorate
planning mechanisms. Attached is my 11 June 1980 note
to | |with copies of three decision papers
which were recently done on proposed and implemented
planning systems in the DDA.

(f) The Ad-hoc Group was briefed by each
directorate on their existing planning processes. TFor
the DDA discussion, I provided this group with copies
of the ODP and OC most recent long-range and strategic
plans. (Minutes - 12 June 1980).

(g) The EXCOM staff revised the action plan for
implementation of the CIA Five-Year Plan and Guidance
in line with comments provided by the directorate
planning officers. They also provided a set of terms
and their definitions in order to set a common ground
for discussion. These terms have not yet been debated.
(Attachments are dated 16 June 1980).

(h)] | had independently tasked the
current OTR Midcareer Course to provide a methodology
for long-range planning at an Agency level. They came
to the Ad-hoc Planning Group meeting on 23 June 1930
and presented their paper. Copies of the minutes of

that meeting are attached.

(i) Lastly, EXCOM Staff prepared and distributed a
format for the presentation of the strategic objectives
(issue statements in their terminology). The memo which
requested those items is attached (dated 20 June 1980).

3. wants to present several items to an
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EXCOM meeting currently scheduled for 13 August 1980. Those
itens are:
(a) An inventory of existing planning activities
in all the directorates.

(b) An initial list of foreign policy and
management issues which should form the basis for an
Agency long-range guidance document, vart of which will
be our proposed strategic objectives.

(¢) A list of decision areas —- guestions
regarding procedures, timing, coordination, etc. —
that concern the long-range planning process.

4., I will continue to keep you informed of the actions
of the Ad-hoc Planning Group and of the EXCOM regarding
Agency-level long-range planning. We are confident that,
with the establishment of a directorate long-range planning
activity, the offices of the DDA will be able to feed an
Agency long-range planning activity with minima2l impact.

Attachments:
As Stated
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5 0 JUN 1980

MEMORANDUM FOR: CIA Long-Range Planning Team

FROM :

|
Special Assistant to the DDCI

SUBJECT : Identification of Issues for Long-Range Planning

1. Attached, as a follow-up to discussions at our 18 June meeting,
is a suggested format for addressee submissions of "preliminary issues
inventories" per the Action Plan, Phase II. I hope that the suggested
format will serve both to clarify what is desired and to promote an
element of uniformity in the method of issue presentation. This will
assist our subsequent consideration of relative issue importance.

Please also review the suggested general criteria for issue selection
in paragraph IIT.A.2 of the Action Plan.

2. To provide more adequate time for issue paper preparation, I
have postponed the date for their submission to Monday, 30 June.
Please submit the papers by that date to EXCOM Staff, Room 4E50. The
Staff will group and reproduce the issues papers for distribution to
team members in time for their review before discussion at our 9 July
meeting.

3. As a general guideline, I suggest that each addressee component
submit no more than 12 "foreign policy issues" and eight "management
issues.” The purpose of this suggestion is to assist selectivity to’
the initial issues inventory.

4. Qur 25 June planning meeting will focus on discussion of the
matrix of current planning activity now being prepared by EXCOM Staff.
We will also welcome comments concerning progress and problems in the
issues identification process.

Attachment:
Suggested Format

ADMINISTRATIVE--INTERNAL USE ONLY

. Approved For Release 2005/07/14 : CIA-RDP87-01146R000200070010-4

pTAT

-1



- ATTACHMENT
Approvedfor Release 2005/07/14 : c1A-RDP87-0846R000200070010-4

FOREIGN POLICY ISSUE/MANAGEMENT ISSUE
(designate one category per definitions provided)

DIRECTORATE:

ISSUE STATEMENT: (Strategic Objective)

(A one- or two-sentence descriptive statement of the issue.
An issue 1s a problem, opportunity, or option calling for an
action decision.)

TIME FRAME:

(The estimated period during which the issue can be the
productive subject of planable action.)

i ) o ,
EXPLANATION: (Planning Assumptions) ™=~ . ¥
BAPLANKE O "
(A general statement of the issue's expected developmental , 4&“
trend over the specified time-frame; and a short assessment W “fv
of its importance to U.S. national interests /for Foreign 0»&

Policy Issues/ or to Agency capability for mission performance
/for Management Issues/.)

INTELLIGENCE/MANAGEMENT IMPLICATIONS:

("Intelligence Implications" /for Foreign Policy Issues/:

a brief statement of whether the issue constitutes an
identifiable gap or opportunity in Agency collection/
production/covert action; a brief assessment of the
requirement for CIA contribution to issue response.
"Management Implications" /for Management Issues/: a brief
assessment of the importance of the issue to Agency mission
performance.

—— et

(NOTE: Please limit each issue submission to one page.)
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23 June 1980

MEMORANDUM FOR THE RECORD

SUBJECT: Meeting of the Agency Long—-Range Planning Group,

18 June 1980 :
)

Participants: SA/DDCI 7

EXCOM Staff

EXCOM Staff (S)

EXCOM Staff

0/Compt .

DDO (s)

DDO (s)

DDS&T

DDA

DDA

NFAC

NFAC

NFAC

Midcareer Class Representatives

1. In response to] | (NPIC)
reviewed the methodology the Midcareer Course used to outline an
Agency long-range planning process and to identify potential issues.

noted the importance of involving line management in the
Agency planning process. | | concurred, saying the Planning
Group should be able to do enough preliminary staff work to develop a
discussion paper for the Executive Committee. The Committee would
then provide guidance to the group regarding next steps. (AIUO)

2.| | acknowledged that | |
had raised several good points in their written comments on the
Planning Group's draft action plan. These and other reactions
will be discussed next week after everyone has had time to read

the material. The action plan, however, will be open for revision
at any time. (AIUO)

3. | | outlined the DDS&T planning process, which
centers around the Annual Review in the early fall. Planning for
the execution year, budget year, and program year is conducted,

"resulting in guidance, direction and approvals, as appropriate.

Topical studies may be initiated, which result in plans. The five
existing plans are the CIAP SIGINT Plan, the COVCOM Plan, Intelligence
Collection from Foreign Media (FBIS), 5~Year NPIC ADP Plan, and the
KPIC Upgrade Plan. These may or may not be updated. | |
acknowledged that S&T planning is primarily a compilation of office

plaus and that the process is closely tied to the budget/program
cycle. (AIUO) ‘

SECRET
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4. 1In reviewing NFAC's planning efforts,[::::::::::]noted that
they, too, were closely linked to the budget/program cycle. Two
planning conferences are held to prepare for developing the program.

The focus is on identifying new issues, activities, and, at this time,
no top-down guidance is provided. outlined NFAC's production
planning process, which is designed to ensure that research production
is integrated, coordinated, and developed within a common time frame.

He also mentioned the 5-Year plan to improve the quality of analysis,
which is being revised and updated. Earlier in this session

|noted that in the ADP arena, NFAC provides ODP its

projected S-year requirements, from which ODP develops NFAC's 5-Year
ADP plan. [ Tthen concurred with | |written
comments on the group's draft plan, noting that the group should
identify clear, "doable" goals and not expect to see significant
results until the 1984 program, rather than the 1983 program.

| |acknowledged his concerns and reiterated plans to

‘obtain Executive Committee guidance regarding appropriate next steps.

(ATIUO)

5. | suggested that the group meet next week.. At
that time, the Executive Committee Staff will have a matrix analyzing
existing directorate planning activities for review. Participants
were asked to begin identifying foreign policy and management
issues. After considerable debate regarding what kinds of issues
should be included, | |suggested that participants err
on the side of inclusion, and the group could then evaluate and
debate the results. (AILUO) ‘

6. | hdvised that in early August he plans to provide
the Executive Committee with the inventory and analysis of existing
directorate planning, the preliminary lists of issues, and a list of
Planning Group issues and questions for Committee review and guidance

- regarding next steps. (AIUO)

. ec: DDCI

1 ea. participant
1 ER :

L
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EXCOM 9078-80

16 JUN 1980

MIMORANDUM FOR: CIA Long~Range Planning Teaa

25X1  FRoM : | | . SR
: Special Assistant to, the DDCL N S ; -

SUBJECT

Long-Range Planning Documents

.~ 1. Attached, per our discussion at last week's meeting are:
(1) draft definitions of terms, and (2) revised action plan. Please
review and comment ASAP. We will discuss as necessary and finalize
these two papers at the Wednesday meeting.

2. _Also attached is a copy of the Mid-Career Course planning
project report that I discussed with the Mid—Career g%éup on Friday.
I have invited € six .work group chiefs to our Wednesday neeting to
discuss this paper. ase read it before the Wednesday meeting.
There are some excellent suggestions therein, both on methodology
and substantive planning issues: :

3. Finally, also attached are copies~qf NFAC and DDS&T
memoranda forwarding their planning inventori®s and comments. We have
not included all of the sizeable attachments submitted by these
memoranda; these can be made available via EXCOM Staff.

25X1
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12 June 1980

MEMORANDUM FOR THE RECORD

SUBJECT : Meeting of the Agency Long-Range Planning Group,
11 June 1980

PARTICIPANTS: SA/DDCI

EXCOM Staff
EXCOM Staff (S)
EXCOM Staff
0/Compt.

DDO ()
DDO (s)
DDS&T

{ DDA

DDA

NFAC

NFAC

NFAC

1. After outlining the agenda, | |to
highlight DDA's planning process and to comment on the plans developed
by the Office of Communications and the Office of Data Processing.

agreed to provide the group copies of the assumptions on
which DDA has based its long-range objectives. (AIUO)

2. | |then reviewed the DDO's planning
process, which centers around developing Operating Directives and
Annual Field Program Plans. | | requested the NFAC and DDS&T
representatives to provide highlights of their planning processes and
lists of existing long-range plans by 13 June for distribution to the
group and to discuss them briefly at the next meeting. A status report
will be provided to the Executive Committee once existing plans have
been inventoried, agreement has been reached on what is being done,
and potential issues have been identified. (s)

3. [::;;;::::]outlined his views of the draft action plan for
preparing a A Five-Year Plan and Guidance Document. [ |

acknowledged the distinction between developing a planning process and
its end product, a long-range plan, but encouraged the group to
continue to pursue both tasks. He asked| | to revise the -
draft action plan to incorporate| |comments on Section I,

Objectives. The question of ranking foreign policy and management

issues separately was deferred. was asked to develop a

set of definitions of key terms. Participants discussed the difficulty
of identifying problems with sufficient lead time for long-range
planning, given that the planning process would be launched in the
nidst of a continuum of ongoing activities. The problem of having.to
develop assumptions and objectives in something akin to a vacuum was
also noted. (S)

1

SECRET
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4. | highlighted their session with the
current Midcareer Class, which had been asked to develop an action plan
for implementing the Executive Committee- decision to initiate an Agency—
wide long-range planning process. The Midcareerists' skepticism focused
on the potential problems of creating a bureaucratic paper mill aund the

potential impact of any change in Administration in January.

invited group members to join him in another discussion with the class on
13 June at 2:45 P.M. in the NFAC Conference Room, 7E32 Hgs. (S)

~S. The Planning Group agreed to meet again on Wednesday, 18 June,
at 9:00 A.M. (This meeting will also be in 7E32). The agenda will be
to complete the inventory of existing plans and finalize the action plan
for proceeding. Participants were also asked to begin identifying issues
that should drive the planning process. Preliminary lists of the issues
should be provided for distribution by 20 June. (ATIUO)

cc: DDCI
1l ea. participant
1 ER

_Z_A.
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- Date UM 3350
ROUTING AND TRANSMITTAL SLIP 10 Jui s

TO: (Name, office symbol, room number, Initiats{ Date

building, Agency/Post)

1. Chairman, Ad Hoc Planning Group

2.

3.

4.

8.
Action Fila Note and Ratumn
IApproval For Clzarance 1 |Per Conversation
As Regquested For Corraction . Prepare Reply
Circulate D For Your Information .- | |See Me
Comment Investigate ) Signature
Coordination - Justify ' o

REMARKS

Vmce

I thlnk the proposed action plan represents an
excellent Elrst effort My prlmary concerns are
twofold

-= too much detall and

-~ too few people and too little time to
produce credlble products. :

 "— a plannlno process, and o

= a planning product -
» Whlle nearly all of the elements of the proposed oLt
action plan are logical and de51rab1_e I'm ooncemed

"~ (over)

DO NOT use this form as a RECORD cf approvals, concurrences, di sposa!s,
. " clearances, and similar actions - .

W4T 1, Agency/Post) - '} Room No.—BIdz.” "'~
25X1 | [ YD1 Tgs
Chief, Management Staff, DDA o

5041102 OPTIONAL rORM 41 (Rev. 7-76)
Prescribed by
% U.S GOVERNMENT PRINFING OFFICE: 1979 —281.,94.1 FPMR (41 CFR) 101‘11 208
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that it may be too ambitious an undertaking. As -
you mentioned at our last session, we all already
have full-time jobs. . Who is going to do all this .
work? The analytical and written efforts must meet
-very high standards; and inter- and intra-directorate
coordination requirements are not insignificant; and
we must each keep our line organizations actively
rather than passively involved. I don't know how we
. cen meet these standards and the proposed schedule
simultaneously.” I think we all agreed at one ‘point
R ~ that we needed an initial success, even if the price
we pay in the process is an incremental rather than
a significant step towards implementing an ideal
process and producing = an ideal product.

I recommend that we back off a little--at least
the first time around--on the level of. detail that
we, the functional Deputy Directors, and the DDCI/DCI
.deal with.. I am afraid that our ultimate products--

. a process and an initial plan--will suffer to an
unacceptable degree if we try to deal with every-
thing.” If I understand phase IV, for example, it
deals with program solutions. Do we want to get

into this level of detail, is it appropriate to do

- : - so, and can we do it and everything else the first

' " time around? I would prefer that we only tackle as

" much as we can do well until we all have a better

"~ understanding of the process we are going to insti-

- tutes o e T .

RRAT T
"":EI :-~ 15 -&_’.";
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10 JUN 1589

MEMORANDUM FOR: Chairman, Ad Hoc Planning Group

FROM:

Chiet, Management Staff, DDA

-

SUBJECT: Comments on Planning Group Draft_Agtion Plan and Strawman

1. Before getting to the specifics of the proposed action plan and
strawman, let me make some observations that I think will apply to whatever
we undertake. Integrated longer term planning is finally in the. Agency spot-
light. T expect that our constituencies are somewhat ambivalent about this.
On the one hand, . they are probably skeptical about the Agency-level planning
process and expect it to become just one more bureaucratic requirement. On
the other hand, I expect that they are going to be looking for recognizable
achievements to result from any plan adopted.

2. As we, the Planning Group, tackle this project, I believe it is
essential that we consciously make and retain the distinction between the
planning process we will establish and the long-term plan that will result
from this process. We must ensure that our process is neither umnecessarily
burdensome nor threatening to Agency components and, above all, that we ensure
that our first attempt at an integrated plamning guidance document is a suc-
cess. We have reasonable control over the development of the process. We have
much less control over the critical acclaim received. Whether the planning
document is successful or not will depend as much as anything on Agency—w1de
expectations that exist at all management levels.

3. In his 22 May letter to EXCOM members regarding 'New CIA Long-Range
Planning Process,'" the DDCI lists four objectives: 1) identify issues, 2) inte-
grate directorate planning processes, 3) develop a Planning Guidance document,
and 4) apply the planning guidance. The Ad Hoc Planning Group's charter should
be, I think, limited to objectives 1, 2, and 3. Application is the purview of
Agency and directorate management. I point this out because it strikes me that
the draft action plan exceeds our charter beginning with article III.c.4:
"Action Plan Profiles'" seems to be talking solutions, something the DDCI's
letter specifically proscribes (end of paragraph 7, the Plan "will not suggest
program solutions, but attempt to inspire them''). Stopping short of developing
Action Plan Profiles may be a blessing for us, since the overall action plan
is ambitious in view of the time and people available for this undertaking.

.
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4. Going down the outline, I have some specific comments (keyed to
action plan paragraph numbers): ‘

I.  OBJECTIVES

I suggest that the objectives stated here should mirror those noted in
the DDCI's letter above:

A. To identify major long-range issues involving significant foreign
policy and internal management concerns in a realistically foreseeable time
frame. ' '

B. To develop a technique for considering alternate stratcgies for
responding to major issues, and for evaluating progress for adopted strategies.

C. To publish a coordinated,- integrated Agency-wide long-range plan
that will provide a framework within which program/budget and directorate-
level planning decisions are made.

II. PLANNING HYPOTHESES

B. I agree wholeheartedly that planning should be issues-driven.
However, we also recognize that the plan will be used to allocate resources.
For that reason, I think the Agency would be better served by ranking both
foreign policy and management concerns in a single ranking. To do otherwise
fractionalizes the relative and comparative importance of individual issues.
A single ranking should also encourage better inter-directorate planning.

D.  While the plaming process must have the flexibility to rcact to
redirection and/or perceived changes in longer term issues, we should be
cautious not to let. the long-term plan reflect too many short-term consider-
ations. As we have previously discussed, the DDA goals in the DDCl's Goals
Program have tended to be very dynamic and events-driven in nature. Goals
of such short duration should normally not find their way into Agency long-
term planning. Rather, long-term planning should provide continuity during
tunultuous periods to avoid reliance on reaction. Said another way, the
plan shouldn't be event-driven.

I believe we had better spell out what "built-in self-evaluation.
and self-correction processes' are, and differentiate between applying the
terms to the planning process and to changing/redefining goals. Unless
properly defined, these terms could be unnecessarily interpreted as threaten-
ing, and we don't need to manufacture component concerns at this point.

ITI.A. PHASE I

I believe we will see the end of June before all of the initiation
phase is completed. We're looking at a problem of defining our purpose
and our tasks in a new area with limited manpower. Good definition at this
time is absolutely essential. The more time--within reason--that we spend
here, the better chance we ultimately have of succeeding.

. 2
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II1.A.2.d. (1 § 2)

Need to differentiate between articles 1 and 2. What if no current
plans/goals meet agreed upon criteria?

I11.B.1 1ISSUES IDENTIFICATION

While a detailed "futures analysis" is done for each selected issue in
phase IIT, there should be a common set of environmental projections and a
generalized environmental forecast for use in both developing and evaluating
issues. While the environmental assumptions can be challenged and will
inevitably break down somewhat during the course of detailed analysis, it is
important at this juncture, I think, to ensure that all planners are using
the same (or at least not contradictory) assumptions for developing their
issues. Also, the timing of this effort might better extend through mid-
August. : :

IIT1.B.2.a(2)

Management issues assessed to be of special INTERDIRECTORATE (added)
or Agency-wide importance.

III.B.2.c.

I am concerned that 15 to 20 issues may be too many for Agency manage-
ment to deal with at one time. Even though ranked, the lower ranking issues
may dilute the importance of the higher ranked ones. This may reflect a
flaw with ranking issues, as it is doubtful that there is any one meaningful
issue that overrides all others..

Suggestion: A hierarchy of issues may be more appropriate, with, say,
five equally ranked issues at the top and 10 subordinate ones below. The
idea of subordinate (or supportive) issues and goals is highly amenable to
adding directorate and office/division level goals. '

III.C.

Timing might better be mid-August/September.

fII.c.4.

Note my early comments on limiting the scope of our efforts. I'm not
comfortable yet with how far we should (and are expected to)} go. The DDCI's
letter does not help in this regard. I'm concerned that this Action Plan
Profile effort goes too far.

Approved For Release 2005/07/14 : CIA-RDP87-01146R000200070010-4
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4. Turning from ‘the. propdsed action plan,. I'm basically uncomfortable
with the strawman outline.that's been proposed...The formality of a matrix.

T presentation:implies a degree of precision that.I. think will be lacking in

25X1

25X1

~ Distribution:  *

any long-range.plan we produce now, and L think.it detracts from the impact
of a narrative guidance. document. I also.think the presentation smacks a
little too heavily of a budget document. The nature of what we are doing

is subjective,.our:rationale can best be reflected by narrative summary, and
a narrative summary is in keeping with the "inspirational' tone suggested

in the DDCI's letter to .the EXCOM. C '

25X1

Orig § 5 - Chm, Ad Hoc Planning Gp
DDA/MS Subj

. 1 - DDA/MS Chrono
1 - TBC Chrono
.1 - _
1 - TBC Desk Copy
8 - 1 ea ODs § C/ISS
DDA/MS| (10 Jun 80)

4 -
Approved Fé Release 2005/07/14 : CIA-RDP87-0114&000200070010-4

iy



£

ROUTING Awaﬁwamﬁ'ﬁél&b‘é 2005

A\

Data

107/141: Cl&R0P8D-01146R000200070010-4

TCr (Nama, office symbol, room number,
buiiding, Azancy/Post)

Chairman, Ad Hoc Planning Group

3.

PR

2.

4,

S,

\ction Fila Nota and Raturn

Anoroval For Clearance Per Convarsation
A3 Raquasted For Corraction Prapara Ranly
Circulate For Your Information S2a Ms
Comment Investigate - Signaturs
Coordination Justify

REMARKS

Vince

As a follow-on to my comments at today's Planning
Group meeting, the three papers attached should put
our Directorate planning process in a clearer focus.
The first two papers provide Directorate-level long-
term planning policy and the rationale for same.
third paper provides a broader context for Directorate-

wide planning in general.

I am available to

convenience.

CO NOT usa this form as 2 RECORD of approvals, concurrences, disposals,
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discuss this with you at your

The

ciearances, and similar ections

FROM: (Nama, org. symbol, Ag2ncy/Post)

Chiel, Management Staff, DDA

Room No.—Bidg.

7C18 _ HOS

cna No.

Distribution:

Orig - Addressee
Subject File w/attachments
TBC Chrono w/attachments
MS Chrono w/o attachments

b et I

CS w/attachments
KG w/attachments
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MRORANDUM FOR: Director of Commmications
Director of Data Processing .
Director of Finance
. Director of Logistics
- Directoxr of Medical Services
. Director of Security

- Director of Training- . : R P

" Chief, Information Sérvices Staff, DDA SE SRR
Equal Employment Opportunity Officer R

- |
.Chief, Management Staff, DDA

SUBJECT: - = Changes to Directorate MBO Program T

. ..1. Don has recently approved some changss to our Directorate MBO..
program. Some of the changes result because of new initiatives in the
- longer range plamning arena--both at. the Directorate level and at the
. Agency level. Other changes result from 2 desire to.clean up and somevhat

streamline the process. The objective in effecting these changes was to
make ths process as relevant as possible to Don and Bill Hert vhile at the
same time minimizing the adm.mlstratlve burden imposed upon mdnrldual
compo*xents. :

2. The first change is procedural in nature and will be 1rrp1em=>nte&. in
two phases. The first phase jnvolves the esteblishment of two categories
- of objectives--i.e., MBOs: :

-~ Formal written, fully documented cbjectives; and

-- Unwritten, conversational, "for discussion purposes only™
obj ectives. O

These two categories are - shown on the atteched x -ecap sheets for edch ‘compa-
nent. The second phase, to be accomplished later in the year, will mvol\.e

separation of the fully docurented objectives into two parts:

-~ Strateglc objectives; and

-~ Current objectives. ' ' Lot

This change will be consistent with and will be implemented concurrent with
strategic objective approvaTs associated with the newly approved Directorate
planning process. . -

l

Dovngrade to UNCLASSIFIED
Vhen Separated from Attachment

Approved For Release mqmg{ CIA-RDP8?-01146R000200070610-4
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L Objectives in this category will in all likelihood be very short lived, and < -

T ences- L.
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3. Tne j_n_ten't behznd the estabhshment of "“'for c;scussmn purposes only‘"
objectives was to create a means by which current issves could be . discussed
with Don and Bill without at.the same time creating more paperwork for you.
You.and we will agree each quarter on which sutbjects.should be discussed.

. Each of these objectives should be treated .coaversaticnally, and succmctly,
after which Don or Bill may ask either for firther discussion.or cheose to )
move to the next.objective.. They can elect to hear as little or.as.much - | -
-about. each of these objectives as they feel is necessafy for their needs. :

X vould not e\pect z_hcm to be clscussed at more than two. consecutive Aconfer« S

N

- 4. Thls "for dlscu551on puzposes only" category- should a.lso be used. by

' you when you feel it appropriate to sens:.x_z.ze Don and Bill to anticipated -
- - problems, accomplishments,.or other out-of-the-ordinary. developments.. . It. Can_
:. - also.be uscd as a. foxum to rem:force prem ous dlscussmns or-. events- -

.-';v."_‘-‘ i - . .
YRS LS

cas e

- .S, Thf,. second chzmoe in the emstmcr BBC) procran is substantlve- - At )
this point in the year, too many of the M20s had becoza. too procedural, so .- -
much so that.little purpose. was sexved in continuing to. track them at.the

- Divectorate level. . In reviewing all the objertlves promot.sly approved, Don’

 decided that some 20 or so of them should either be eliminated ox redirected

to the *“'for dlSCUSSZLOD. pur_poses only" category. The attached 1ists. reflect
these cnanﬂes- : R, . I : .

' 6, In sum, these chanoes were ¢51med to pI‘OVld“ 2 s_rack:mor process
'nereby Ton and Bill, in one session, can review and discuss strategic,. cur-
rent, and ad hoc obj ectlves with you In one session. They were approved with
the intent that ‘they would be. consistent with new Directorate and Agency-level
planning processes and would result in, if not an 2bsolute reduction inm paper-
work and achmms chtlve burden, at leasl, an cCCGPLale level. of same. .-

7- I would be glad to discuss these cha ges or the :resultant process A
vith you or your plamning officers. We will ulen to contact your pldmmrr N
persomel be,Lore the next series of MBO confcrences- .

S 2sxd

_Approved For Release 2005/07/14 : CIA-RDP87-01146R000200070010-4 -
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MEMORANDUM FOR:. Director
. Director

Director.

Director.

. Director

_ Director

- Director

. Chief, Information Services Staff, DDA

TFROM: -~ Don I. Wox_-tmzm
o - : Deputy Director for A

' SUBJECT: - Planming

the Agency's budget process..

2. In bringing a sharper. focus to our plauning system, it seems to me

of Commumnications
of Data Processing
of Finance

of Logistics

of Medical Services .

of Security
of Training

in the Directorzate

that we need to.do two. things:

s

dministratiorr. -

-~ Introduce.the concept.of strategic. objectives
. do not.now exist; and

" DD/A BO-0427/L

198l

1. ' 1 think it ilrtpoftant.that we bring into sherper focus, at my 1e§rei,
the several types of planning that we do in the Directorate. Having done

this, I.also think that we should

go on e2nd link our plaoning process with

vhere they

-~ Integrate strategic objectives into our existing MBO _ = °

process.’
Strategic objectives are defined,. for our purposes, tobez - - . - 7 : -

Those objectives. that must be accomplished ~
in order to assure.that support services
required by Directorate customers in the

future will be available

sive, and

Several of you are and have been working

in 2 timely, yespon—

cost-effective mamer.

tovards 1B0s that meet this defini- |

tion--others of you either are but not to a significent enough degree, or are
not at all. I want to inject a greater degrse.of wmiformity In the way we.
plan for the future. In the process I want us to identify, talk about, and
agree on vhat it is we want to be during the period 1982-1986--in terms of
the services we make available to our custoners and how we.'go dbout getting
there in a timely, responsive, and cost-effective paaner. :

... _Approved For Release 2005/07/14 : CIA'RDP87-01146R0002000700104 ~ .~ = = = "~
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3. I ask each of you the same ''st x_m:.eglc question''s )
If we-—the Administration Dlrectorate——am to provide
timely, :cespcnsne and cost-effective support to our.
customers in the 1982-1986 time frame, what initiatives
must we begin to plan for and 1nplement-——-and at what -

~_ cost--to ensure that we will have the rcqulslte skills,

- usable technology, capacity, and organization in place.

and available when Lhey are requ:Lred‘? - :

It seems to me 'that 'your :cesponses to this question are fundamontal to our
. Very being and therefore deserxrve cur most thoughtful fon51d,*at10n. I recog-
- .. nize some of. the cillernhs posed by. this qu\.stlon, such as: : T
- '_' - OLI‘ customers don't. Imow what. sexrvices. they 11111 naed in
the next two to seven years; - :

- Our customers w.,.nt every'thma available and the'l so*ne, and

T I and my customers agree on stratevlc objectives but bud-

) .~ get decisions are not con51stent with Lhem, e-g-, SKYLINK
._ , - - ..: r.. eXPaIISIOH.g - o . - b | . . V

) I\Ouuu.hstanu:mc J1ese and other dlfflcultles, I thlnL we need to take a good
hard.shot.at stepping out of the present and:taking the best Iook possible at
what the near and mid-term future is going to Took . like, in terms of the = *
sexvices we provide and the mannexr in vh:u:h we prcv1de them both qumtlta—-
tlvely and qLalltatlvely. ‘

4.-~ In addressmfr dns "strateglc: QLesth“l a11 need o, ma}’n certaln
assunptions. about the future. Each of you should work within the-following -

assm*ptmns in addltlon .to wnaa.ever od1e1 assurr_p‘,lons you xeoune for }*our
unoua mrcwstan\_es. et Do SR TUUUE B

= AN PR R

- . - -.v . - '-'« -.‘..
T ..“ = .“

You mll not have avallable more worky"ars——full—tlme ..
S permanent - temporary/part-time,. mdlgenous et. al > than axe -
S pIesently avallable to you’ e

B - S T : EERTEE ISR NN
s AT . 3

- B Nonpersonal services funds in real purchasmg power ‘Lerms, ? .'_
e 'm.]l not :mcrease more than 1 percent or so per year 'tbrougn 1985’ SR

'--A—' - e

e No rechctlon can b° exppcted in Lhe grom:h of d..n.nd J,or -
e Dlrectorate serv:u:es* and IRt 2 sal] - A

e Ta . T e
N A - -

R 5. In respondlng to my questlo'L in paragr——ph 3 (1 e., the identification.
" of your strategic objectives), I would ask that each of you provide at least
the followmg s_nfomatlon Ulz.h each strateglc objective identified:

e e s o S e
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-

tis-, : . : f::;?
a. A s'tatement'_of the objective;

b. All plamning assumptions related to each objectivei

c. The major orcanlzatlonal cu_»torrer(s) associated with .
each objective; . - '

d. The prelmunary mlementa;_on date. for the strategu:
. obj ectn/e and .

e. A prelmu.nazy estimate; of workyear and nonpersonal
services. resources required, by year, to 1nplem_nf‘ the stra= . -
tegic ob_]ectlve e T L

T L N

In m:t:ma.ea vhere -_h°~ stratocflc objectnes you 1d°ntLEy are cmenv..ly 'IBOs;ffL€f R

so 1nch<.ate but prov:l.cL. th° above mformatm*; AMYWEY

6. Upon ’recelpt and. review of all proposed. s“ratealc ob;;eclees we
1:111 talk about and agree.on those that are truly findarental . and identify
then for reporting and tracking at the Directorate- level. Fox each objec-.
tive selected, you will then need to take a second and closer dock at esti-
mated costs and develop an. implementation plan, complete with significent

observable events, that X can track. -This should be a.reasondble straight- .

forward process fox .your wunilateral objectives. TFor joint strategic objec— ’
tives, .on the other. hand--those in which more than ons DDA offlce -0r another’

‘ Aoencv componﬂnt has a strong interest--you will need to cooxdinate your
__plaI)IlLIg efforts.so ‘that, at “the Directorate level we are traclunv one

I.P.’llfle-.l obJ ect.Lve .

'7.. Once we have corfrplated this effort, we will b= usmg Lh°‘ quar‘*erl,r
MBO conferences to track two types of objectives:

-- Those that are current—interest in nature; and .
~--.Those that are strategic . in nature.
Having linked both classes of obgectlxes within the existing MBO process,

we will go on to link these with a program evaluc.uo*l program and further

with the Agency's budget process. We will treat © n’r:)le“r' 1tmcr etails
laterx. . n

8. X will leave to each of you thz dx@lopman; of emd puttmtr in place ;

the office-level planning and tracking mechanisms necessary te ensure that
you caa yeport your progress and accomll:,b:—znus—- tiilateral and joint--to
me-in a meaningful way. X will also expect that si ignificant and contituing

coordination.will be effected between offices where joint 1nterests have
been 1dcm_1£1e<1 : : .

9. Please submit the requested inforpz tion to the M:macremeqt Staff by
13 June 1980. s available to discuss this sub Ject with you
as necessary. 1 anticipate that we will bs worlsgng towards tracking
Directorate strategic objectives during this figtal ye;!r-

“Approved For Release 2005/07/14 : CIA-RBPS7Z0%
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MEMORANDUM FOR: ~ Deputy Director for Administration

s

100M,

. " DDA/Management Staff L S s BE
- -7 - ] . . irie o7 .395
SUBJECT-: Admlnlstratlon Dlrectoraue Plznning’ RREI %

If we--the Administration Directorate-~- =~ - 7 PR
are to provide timely, responsive, and R
cost-effective support to our customers [P
~in the 1982-1986 time frame, what initia- . ' o
tives must we begin to plan for and
implement--and at what cost--to ensure
that we will have the requlslte skills, - ,
usable technology, capacity, and organi- o Tt e
zations in place and available when they ‘ )
are requ1red7 A
1. In the lexicon of planners, Lh s is a strategilc ;

issue or questlon When asked of the individual Adnlnleratlon

Directorate offices, I imagine that each would 1dent1fy a2 numbex

of issues that are fundamental in moving f£rom the pTOVISlOn of

current services to the provision of ar;1c1paLe& sexvices-- '

at least some of which, no doubt, would be relatively unchanged
fron today. : _ SR

2. VWhen looked at in.the'aggrecaLe-frcn the Directorate

level, these office responses would more than 1ik ely fall into
two broad categorleS'

g
|

T h¥

-~ those that are unique to one offlce; and

-- those that overlap ex1st1n0 orcaplzauloial
boundaries.

Analysis of’ Lhese office responses hexe and further dlchSSlOnS
with your office directors would fairly quickly result in the Ny
selection of those actions that are most critical to our ability
to provide timely, responsive, and cost-effective support to

our customers in the 1982-1986 time frame. ’

T
TRy v ] O

2

i
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3. The purpose of thls paper is to suggest that you
approve the consolidation and modification of your present
_ planning process in a way that Ulll allow you:

-

- to ask the strategic question posed above~

- to choose, in concert with your'office’
directors, the most critical of the
strategic objectives proposed in response
to your question;

r'to determlne which of the strategic objec—
tives should be pursued unllaterally and
which should be pursued jointly by two ox
- more of your offlces, and

.

-~ to track tne observable events or nllestones

. identified in the office implementation
plans developed to support each strateglc
_ob;ectlve.' :

4. In 1mp1ement1ng such a "strategic planning orocess,"
it would seem to make sense to go three small steps fuveher and:

2~ 1ink this process with the current HBO n*ocess

-- llnk the .combined strategic plahniﬁg end

to the extent that strategic objectives’
- aren't already MBOs (which 1n some cases they
,are) , .

MBO processes with a restrucLured program
evaluation process; and

~‘—{ link all of the above’ with the Agency s

'ong01ng budget- process.

The 1mp1ementat10n of the Lhree SLepS ‘above can be as 51mp1e ox
as difficult and complex as we want to make it. I am suggestlng
thae it can be ver) 51np1e and 5e111 be quite effect*v

.- 5. ~There are, I thlnk several benefles that accrue from

ff?ﬂ 11mplement1nc a 51mp1e strateglc planning process and 11nk1ng it
' ‘with other plannlng processes that are already 1n being: - ,.?,_.

~- you encourage your OfIlCe dlrectors to sharply
- focus, to the extent they are not already
doing so, on the services they want to or
will need to provide in the next two tTo seven
- years that they aren't or can't provide today
(the identification of strateglc objectlves),

- ApproVed For Release 2005/07/14 : C1A-RDP87-01146R000200070010—4 LT Ty
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-- you increase the planning awareness-level
across the Directorate (the single or
 multi-year planning necessary to achieve
t+he most important [read strategic] objec-
tives);

-- you consolidate the tracking of both current- .
. interest and strategic-interest objectives . .~

)
i ey Y

U A N et LAY
BRIV DR WA

in a single process, to the extent that this SR -
is currently not beiipg achilsved; . S dT LT Bl

-~ you increase the degree (and hopefully the ST
effectiveness) of joint planning betweenr - | .- - L
_offices to the extent that this is curremtly . - -~ > .- 1~
not being achieved; - = - . O L S

-- you provide a sharper focus for a program - . - T
evaluation process; : DT ©

~- you ensure that the resocurces required to -~ 7 -
achieve your most important, or your stra- . -
tegic .objectives are both identified and
protected in your Directorazte budget
requests; and
-~ you create another mechanism by which to
measure the performance and accomplishment
of certain of your Senior Intelligence Sexvice
personnel. '

6. VWhat I am proposing to you is more a consolidatiom and
fine-tuning of your existing planning system than the wholesale
extexrmination and rebirth of a new and different one. . The ' .
existing quarterly MBO process should, I think, continue to be R
the primary Directorate planning vehicle. Ve can, and I think
should, add some strategic objectives to the plates whexe none
or wvhere too few now exist. These added objectives would be
supported by implementation, or action plans, just the way
existing MBOs are, and would be tracked in Tthe same mammer. .
Vhile the initial identification and selection of strategic .-
objectives would represent a one-time effort, I thinmk that it S
would be a very worthwhile endeavor at 211 organizational levels . -
and would, I think, far outweigh any initial disruptiomns. -

3' i'?:mmmmwmmmmmﬂ% . mmmwmamnmmmgmmw;%i ‘

G
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7. Once we. have integrated strategic objectives intc the

ongoing MBO process, we can operate the tracking system with T 5
ninimal increased effort. You will then, 1n one quarterly
session, be able to track, review, and control to the degree >

you deem necessary, both the current-interest and strategic- .
interest objectives in each of your offices z2nd staffs. The

N

3

P — e hn e — -
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way we link this consolidated planning process and 2 program
evaluation process is, 1t seems to me, 1less critical and a ,
problem that we don't need to address now. I envision no more
than a semiannual process and more likely an annual one, in_
which the output--your conclusions--would be used in providing
guidance, both resource and substantive, back to the offices.
_ The final 1linkage--to the Agency's budget process--would be the
simplest.: It would involve each office identifying within its
" program and budget submissions thé placement of the resources - _ -
necessaxy to achieve its strategic objectives so that they and
we can ensure that they are protected. There are several ways .
that this can be achieved, all with equal effect. ~

8. As I an 15r0posing it to you, then, the formal p'lanning-

sjrstem that we would administexr at the Directorate level would
- look something like this: : S .

' / . MEOs N o
# current-interest - R
/ strategic

\
.
i

"i : quarterly
RN <. :
L}

/ . o "\ N - s~ s
s : g

" . \\ . _.-‘- ’_" ) ' i . ) = \ .
/ Program .. - \ N - £ Agency . N )
" BEvaluation ' : ¥ Budget » N
' e \ { . - Process : ""&
.. - - '- . . - . ~.i4: . - .i .
N : - | appropriate
.

As mentioned earlier', the two primary jnnovations are the addi-
tion of strategic objectives and the linkage of MBOs to the

program evaluation and budget processes. X ] -
4
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9. In texms of the office-level implementation of these
changes, I foresee no significant increased effort om a
continuing basis. As discussed earlier, there will be a one-
time effort involving the selection of strategic objectives
and a follow-on effort to price out and develop implementation
plans, but otherwise I see no additional burden. The offices

should, it seems to me, be left;to implement whatever planning - R

and trackln.g mechanisms they feel are necessary to respornd to
_your requirements. The Office of Communications, Y expect,
will need a much more detailed and sophisticated planning
process than will the Office of Mediczl Services, but each -
‘should be left to satisfy their own needs so long as your
Dlrec._oratc ~level needs are met. :

- - Y-

1(} S | have preparecl and attached for }’er review a dra_;t‘ o

of the type of memorandum I would suggest sending te your .
office directors to initiate these changes. If you agree
with the concept, however, there are sevexzl options a\.rallaale
to you insofar as the offlces are concomed . SR

11. L am “vlelable to dlSCU.SS ths propasal 1.11:}- you at
your convenience. :

* Approved For Release 2005/07/14 : CIA-RDP87-01146R000200070010-4
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22 May 1980 (}ﬁ%§7

MEMORANDUM FOR: Planning Group Participants

FROM : |
Special Assistant to the DDCI

SUBJECT ¢ Meeting on New Agency-Wide Planning Process

Thank you again for your help in preparing for the successful
9 May EXCOM review of the planning proposal. Ia that review (see
attached minutes), an expanded version of the recommended option
for a planning process was accepted. The attached DDCI memo establishes
the policy guidelines for the new planning process and requests that your
component nawe a planning representative. Our first meeting on implement-
ing the new Agency-wide planning process will be held Hay 28 at 9:00 A.H.
in ny office (Room 7D6015). The purpose of this meeting will be to
review the EXCOM decision together and discuss various approaches to
implementing this decision.

- 25X1

ce: AG/OCOMPT
\ C/Mgt Staff/DDA
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THIS DOCUMENT MAY BE DOWNGRADE
TO AIUO WHEN ENCLOSURE IS
DETACHED
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16 May 1980

MEMORANDUM FOR: Executive Committee Members

FROM : |
Special Assistant to the DDCI

SUBJECT : Minutes of Executive Committee Meeting,
9 May 1980 .

>

1. The Executive Committee met on 9 May 1980 on two topics:
Agency-wide planning and space planning. Mr. Carlucci chaired the
session; Messrs. Wortman (DDA), Dirks (DDS&T), Hineman (DD/NFAC),
Stein (ADDO), and Lipton (Compt.) attended; and Messrs. Briggs (IG)
and Taylor (ADDS&T) participated as observers. (U)

2. Mr. Carlucci opened the meeting by citing his rationale
for requesting the Executive Committee Staff to develop options
for an Agency-wide planning process and elicited the members'
views on the options presented (see EXCOM 9053-80, 30 April 1980).
Mr. Briggs said that he would prefer a strengthened Option IV, a
centralized system with a formal DCI/DDCI planning board, that
would include policy formulation, coordination and tasking among
its functions. Such a group could work out of an Executive Secretariat
or the Comptroller's office, but the latter might make the process
too resource-driven. In response to Mr. Carlucci's question about
placing the planning function under the aegis of the Executive
Committee, Mr. Briggs said that he did not think that the Committee
could realistically spend the amount of time that would be required
on this function. Mr. Carlucci noted his preference for Option III,
building on existing systems with semi-annual Executive Committee
planning sessions with support from the Executive Committee Staff,
Comptroller Analysis Group, and existing directorate planning
staffs. He saw this as a means of focusing appropriate Executive
Committee attention on this important function without major re-—
organization of existing directorate planning functions. He
acknowledged that the first cycle might need to be confined primarily
to integrating existing directorate plans, but he hoped that this
option could be expanded to include long~range planning and top-down
guidance from the DDCI/DCI as well. Mr. Lipton concurred, noting
that each EXCOi planning session should surface gaps that need to
be filled for the process to improve each year. Mr. Wortman concurred
in the expanded Option IXII. Mr. Stein also agreed with Option III,
noting valid past attempts to do long-range planning. (AIUO)
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3. Mr. Dirks and Mr. Taylor did not agree with the need for more
central planning and favored the status quo (Option II). They noted
the times proposed for semi-annual EXCOM planning sessions (May and
November) are traditionally extremely busy because of program pre—
parations and they felt sufficient planning was being performed by
the directorates. iir. Carlucci said that this year the Agency tried
to project further into the future during its congressional budget
testimony. To do this effectively, he suggested that the Comptroller’s
office should have the benefit of the DDCI/DCI and Deputy Directors®
thinking on long—term issues. The DDCI/DCI, in turn, need planning
staff work performed for them to provide adequate and realistic guidance
and to provide them the opportunity to have input to the directorates'
planning processes. After further discussion, Mr. Carlucci concluded
that the consensus was to try an expanded Option III, with the Executive
Committee staff taking the lead and the directorate and Comptroller
planning officers participating fully, as an ad hoc planning group. The
objective will be to provide, by November 1980, a first draft of a DCI
Five-Year Plan for Executive Committee review that will contain both
an integration of existing directorate planning and a first attempt
at DCI five-year long—range guidance. A copy of the planning proposal
revised per the Executive Committee decision is attached. In response
to a question regarding the level of detail to be included in the
process, | | stated that the Executive Cormittee decision
establishes the planning policy, and Executive Committee staff and
the directorate planning officers must now determine what level of
detail would be acceptable. Responding to another question, Mr. Carlucci
emphasized that the planning process should drive the budget process
rather than the reverse. Both the DDCI and the Comptroller agreed that
the planning concept would have to take resource issues into account to
be realistic, but those issues should not doninate the process. (AIUG)

4. Mr. McDonald (D/OL) then presented the space proposal. He
reviewed Agency Metropolitan Washington Area space holdings and the
associated problems of overcrowding and fragmentation and outlined
several options for new construction at Langley. The objectives
of the proposed new construction, which include consolidating
Agency functions, accommodating expanding technical systems,
and minimizing life cycle costs, were based on several assumptions:
constant or decreasing total personnel strength; increasingly
technical functions; a growing need for organizational flexibility;
and a need for internal integration of functions. (C)

5. After discussion of these objectives, Mr. McDonald then
highlighted the four categories of construction priorities to
accommodate those in leased buildings and in three different categories
of Government-owned buildings. He outlined the advantages and
disadvantages of four facility alternatives—-the 1972 master plan
concept, containing three major building complexes; a people-
use building with associated parking; a special purpose building with
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associated parking, and a multiple—use facility to provide both office
aand specilal-purpose space plus associated parxing. Discussion
centered around secure communications implications, cost estimates,
and the complex, multi-stage approval process. (AIUO)

6. Mr. McDonald recoumended the multiple-use facility option,
and suggested that preliminary soundings be made to determine what
might be acceptable to the Congressional Oversight Committees and the
National Capital Planning Commission.: He also requested seven
positions for a Building Planning Staff to do the required analysis,
initiation of a professional architectural and engineeriung study,
and about $1.5 million to fund these two activities. Mr. Lipton
suggested that these proposals be considered within the context
of the Program Review. He thought obtaining OMB approval for
FY-81 funding would be difficult but worth a try. He further advised
that to prepare a solid FY-82 budget defense, a thorough study of the
costs of current fragmentation should be conducted. Mr. Wortman added
that the security costs of this fragmentation should be included.
Mr. Carluccl noted that the fallback position is the status quo, 2 'W\
which is unsatisfactory. He concluded that the consensus of the il P
Executive Committee was to try for a new building and the next steps s '
in doing so would be for DDA and OL to prepare the additional _yﬁ }‘L!
staff work discussed and for the Executive Committee principals to '&ﬁ,}r
be prepared to decide where to rank this proposal during the Executive ‘
. Committee 1982 Program Reviews on 20 and 22 May. {(C)

25X1

Attachment:
Revised Planning Proposal

cc: D/OL
I1G
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. : 22 May 1980

MEMORANDUM FOR: Executive Committee Members

FROM : : Deputy Director of Central Intelligence

SUBJECT : New CIA Long-Range P1anning'Process

1. This memorandum establishes policy guidelines for the new
CIA long-range planning process that you decided on at the 9 May
Executive Committee meeting. The new process addresses two current
CIA problems, namely, that EXTSTiNg pranning processes provide neither
current integrated Agency-wide planning nor_a sufficient basis for
informed long-range_guidance by the DCI/BDCI.D :

2. The principal objectives of the new long-range planning process
are: ' T

a. to identify major long-range issues involving significant
intelligence implications foreseeable over a realistic time frame;

b. to(iﬁpegratgb»evaluate, and analyze existing directorate
planning processes from an Agency-wide point of view;

c. to develop a DCI/DDCI Five-Year Planning Guidance document
on the basis of analyses of both the long-range issues and existing
directorate plans:

d. to apply the new CIA Five-Year Plan as guidance in future
‘directorate planning and for guidance in future resource allocation
decisions. : ‘

3. The new Agency-wide long-range planning process will consist
of the following elements:

a.  review in(ﬁovembég 1980) by the Executive Committee of the
(first dratb a CIA Five-Year Plan and Guidance document aimed at
providing a top-down framework for program building and resource
budget estimation;
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_ b. periodic Executive Committee meetings and possibly
retreats centering on October/November 1980 and Aprl]/ fay 1981
time frames to review draft planning documents, issues, and
~ problems;

c. preparation of those planning documents by November 1980
through a cooperative staff effort combining (1) an ad hoc planning
group consisting of the key planning officers in each of the direc-

torates and from the Comptro]]er and (2) led by the Execut1ve
Commzttee staff

4. The timing of the semi-annual planning meetings of the Executive
Committee is intended to complement and support existing planning processes.
©.More importantly, the timing is intended to provide a concrete linkage
- between plans and programs, between ideas and actions. The new Agency
_planning effort will be a centinuous process with established milestones
+ for Executive Committee and DCI/DDCI review, approval, and issuance of
the final quidance. .

5. Hopefully, the product of the November planning meeting will
be the first approved CIA Five-Year Plan and Guidance document intended
to provide the framework within which the program/budget and directorate-
level plans for the following years are constructed. Poss1b1y, this CIA
Five-Year Plan and Guidance will replace the current DDCI s budget gu1dance
letter.

The annual May Executive Committee p]annlng meeting will precede
the current Executive Committee program/budget review and.approval meetings
order to review progress against the November Five-Year Plan and Guidance,

and to identify issues and problems to be considered in the program review
and in.the next planning cycle.

7. The annual November meeting of the Executive CommIttee on Agency-
level planning will include: :

.. ,ggfggiggzgf the p1ann1ng staff prepared_draft CIA Five- Year
P]an and Guidance) focusing first on the long-range foreign policy

issues and their possible implications for intelligence;

Y3 {i ,g: b. a review of major goals, priorities, gaps, and opportunities
R which might result in new or altered goals and reordered priorities.
,)\\ This review will include an attempt o interrelate directorate

goals in a rational manner;

c. a review and evaluation of the results of past operationa!
planning, i.e., how well have we been doing against agreed objectives;.
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d. a discussion of'possib]e strategic shifts, based on the
previous considerations which may alter in broad terms the direction

for the Agency as a whole and for the directorates as an integral
part of the whole;

e. the final step will be the synthesis of an overall long-
range plan for the Agency to reflect newly agreed upon goals and
priorities, strategic shifts (if any), and guidance for action

\,Z§Zf& . plans and programs to meet goals.
HR W & . -~ - R . o
9>r§41}_ The_resulting(CIA Five-Year Plan and Guidance)is intended ta_belbrief
RO Gointed) and _to provide(Unambiguoud guidance. It willhot suggest)program
3;;\\:\"/ ,@ attempt to Qnspire them » |

N
|

\\

8. From May to November 1980, the Executive Committee Staff an
Directorate/Comptrollier planning staff will prepare for the first annual
Executive Committee planning meeting in November 1980, including drafting
the first proposed CIA Five-Year Plan and Guidance document. By December
1980, I hope to have an agreed-upon CIA Five-Year Plan and Guidance for
FY 83-87. Current operating and program year activities (FY 81-82) will
also be addressed as appropriate. : :

9. After agreement on the plan, progress toward planning goals will
be reviewed by the staffs and EXCOM in May 1981. Preparation will then
begin for the next round, hopefully building on the lessons and experience
of this first year's effort. ‘

10. This is an ambitious plan of action and a very difficult and
complex endeavor. There is some skepticism internally that we can prepare
a realistic and usable long-range plan by November. I would like to try.
Your full cooperation and assistance will be greatly appreciated.

11. Please provide the name of your planning representative to
ST I
e

lin order that we can begin undartaking this challenging
ffort as soon as possible. I have asked[_ |to call the first meeting
! of the ad hoc planning group next week. I expect to proceed with the full
participation of the Directorate and Comptroller »anning staffs.

Fidlik G carrocor
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27 ¥ay 1980

ACTION PLAN FOR JOINT PLANNING GROUP PREPARATION OF

DRAFT CIA FIVE-YEAR PLAN AND GUIDANCE

I. Objectives

]

A. To develop an Agency strategy for response to identified key
foreign policy and CIA management issues as perceived in a realistically
foreseeable time~frame.

B. To develop an integrated Agency-wide plan based on this

strategic perception.

XXI. Planning Hypotheses

A. The planning system will improve and build upon existing
planning structures, processes, and products; it will not
create additional formal management bodies.

B. The planning process will be issues—driven rather than systems -
or budget—driven;(%oreigﬁ policy issues will be considered separately

L >>

from management issues{)

C. DDCI/DCI decision and directlon will take place at key points
in the planning process itself. .

D. The planning process must be highly flexible to adjust to
rapidly changing world conditions and Agency circumstances in thi;
critical decade;(?t will include built-in self—evaluation and self—

'\CI{'.é &;f“ A_) f .

correction processes{)
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""A. Phase I - Inltlatlon (May[l980)
1. Bold initial planning group meeting.
) ‘a. Review objectives
b. Discuss action plan
Ce ﬁstablish ihitial assignments
(1) Inventory of current planningiprocesses _
and long—-term goals by directorate.
(2) Discussion of action plan with directoraﬁe
planners.
2. Hold second familiarization meeting on how to proceed.
a. Exchange views, based on consultation with directorate
plannerse.
b- Review inventories of current planning processes
ﬁy directorate for mutqal familiarization
and initial review of Agency-wide issues which they
contain.
c. Agree on criteria to be used-}? issue selection ,€
\’{4 o G CA Qe E RN -
- . (e.g. for foreign pollcy issuei\) AL LLQ{)

(1) Is a problem of long~term consequence (5-10 yrs. ) and
(2) Is of import;nce to vital U.S. national
interests and
(3) Offers reasonable lead-time before the problem ‘
 situation appears likely to become critical and
(4) Relates to CIA s;pport of national policy decision—,

- EEETIE SNy - - - -3

making
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(a) Policy-makers look to CIA for major intel
support concerning the problem or
(b) Problem reflects a serious gap in
CIA's current or projected intel
colle;tion or analysis or
(c) Problem restricts our capabilities to
provide vital intel support to policy-
d. Establish new assignments
(1) Identify Agency-wide long—term
planning issues meeting agreed
criteria.
(2) Prepare issue proposals based on
existing plans/goals and on ne§

perceptions.
E - -~
/\\i(fc - :’I‘L/ﬂ’d’(w

e IT — Ilssues identification ggunejgﬂ&y)

Construct "preliminary issues inventories" — using

agreed 1issue selection criteria,

a. NFAC provides initial list of 15-20 key foreign

policy issues perceived over realistic time

\

period (e.g., 1981-85/87) with generalized

statement of expected developmental trend.

b. Other Planning Group members propose additional

long—term policy -or managemeht issues of inter-
directorate importance. Boqh_innovate and draw

upon exisiting plans, goals, management themes,

e B - - e m—— - C e e - - PR .
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gnd forecasts (NITs, Budget Program, Goals
Program, etc.)

Ce. Liét in priority order based on assessed importance
(1) Foreign policy issues ? /O;}j(y @Q D/‘\ujfl(/ '&5/{_07

] Sy anys Y
(2) CIA management issuesf; (\%;q oAy /Télk\iéin\Qg
2. Construct "intelligence implicatioﬁé inventories"

a. From the "preliminéry issues" inventories, select

‘the followiﬁg:

(1) Those policy issues in which the potential
intelligence contribution is perceived to be

especially great.
(2) Those management issues assessed to be of
special Agency-wide importance and impact.

b. List inventories in revised priority order

(1) foreign policy issues N? 2)/\Lf3i£j2;13j2 Can H& .
/J . -
(2) CIA management issues SS /f\524~4?iﬂﬂlﬁg

"ce Submit proposed planning issues inventories
to DDCI/DCI and EXCOM for refiew, revision,
. and approval. Reéultg: | |
(1) Top ten foreign policf iséues and td 5-10
. ménégément issues (maximum) c@nstitute
issues inventoiy for Agency~wide planning.
€2) As by-product: poss;bleAadditiohal-issues
recommended f;r individual éirectoréte

L e - - -3 . -3 -
"7 planning. '
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%¥2‘ Cf Phase III — Issues development and projection (#jd=July#September)
| 1. Approved foreign policy issues: NFAC takes lead, and
a. prepares detailed ""futures analysis” projecting
issues over maximum reasonable forecasting |
period {(maximum: 1987)
b. defines general areas of intelligence needs,
reflecting relative importance of such needs.
2. Approved management issues: Directorate of prime
responsibility for each issue takes lead and
a. prepares projection of issue and general management
Tresponse over reasonable forecasting period.
b. provides general impact estiﬁate, by directorate.
3. As each detailed policy/management issue "futures
analysis" is completed, it is presented to Planning
Group members for independent review and éssessment,
by directorate, of action responses required within
the time-frame considered.
4. Based on Independent study of the detailed futures analysis,
the Planning Group reconvenes to discuss, by issue,
the Ageﬁcy response rgquirements. The product is an
- "Action Plan Profile" stated>in both Agency-—-wide and
directorate-by—directorate action proposals.
5. Continued review of issue products by DDCI/DCI.

sLL D. - Phase IV — Detailed planning (E%ggéﬁhé%>0ctobe£)

1. Individual directorates respond to Action Plan Profiles" 3

+

with more detailed individual action projections.
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;s . . Approvetl.Fér Release-2005/07/14 : CIA-RDP87-01146R000200070010-4




2.

_ Approved For Release 2005/07/14 : CIA-RDP87-01146R000200070010-4

Planning Group melds directorate plans into joint plans;

_ by issue.

DDCI/DCI review and input on individual joint plams,

by issue. Revision of joinﬁ plans, as appropriate.

E. Phase V — Five—Year Plan Construction and Approval

- (November—December)

1.

2.

3.

® o A 7 ot 28 Pk o B e S BAE ¢ @ & 3
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Planning Group melds joinﬁ plans byAissue into

a draft Five—Year Pian and distfibutes to DDs and

to DDCI/DCI for commente.

Planning GroupAreviews comments, revises as possible,
and defines issues requiring senior ménagement
resolutione.

Revised draft Five—Year Plan accompanied by Issues
Agenda is provided to EXCOM for Noveﬁber planning
retreat resulting in final revision and approﬁal.
DDCI[DCI approve EXCOM product.

CIA Five Year Plan is published (December).
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May 28, 1980

MEMORANDUM FOR THE RECORD

SUBJECT: First Meeting of the Ad Hoc Planning Group,
28 May 1980

PARTICIPANTS: SA/DDCI

, EXCOM Staff
EXCOM Staff (S)
EXCOM Staff
0/Compt.
0/Compt..
DDO (s)
pDO (s)
DDS&T

q )

NFAC

NFAC

l. The Ad Hoc Planning Group, formed to assist in implementing the
9 May Executive Committee decision to develop a long~range planning process
for the Agency, held its first meeting on 28 May 1980. | and
members of the Executive Committee Staff reviewad the background of the
options presented to the Executive Committee and the rationale for its
selection of "Option 3A," a planning process building on existing systems
with semi-annual Executive Committee planning sessions supported by the
EXCOM Staff, Comptroller Analysis Group, and existing directorate planning
staffs. The process will incorporate guidance from the DDCI/DCI. (AIUO)

2. Mr. Carluceci joined the session to emphasize the importance
he attaches to the planning effort. He noted the need for maximum
input from line management and the necessity to be realistic. If the
goal of having the planning process drive the budget process—-rather
than the reverse-—could not be realized, he suggested dropping the effort.
He cautioned, however, that if the Agency can not do its own lohg—range
planning, others—-like OMB, Congress—-will jump in to fill the void. (A1UO)

3. [ ]highlighted the draft action plan for implementing the
Planning process and]| |[reviewed the draft strawman outline of the
5-year plan and guidance document. | [asked the group to do the
following for the next meeting, to be held on Wednesday, 11 June, at 9:00 A.M.
in the DDA Conference Room (7D32):

—— Review and provide comments on the draft action plan.
— Review and provide comments on the draft strawman 5-year plan
and guidance document.

N L) ¢l ered
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—— Consider what the role of the ad hoc planning group should be,
including-how much time will be required, how much time can
the members spend, and whether or not additional staff of some
kind will be required.

3
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— Inventory existing directorate plans and, if possible,
provide list to EXCOM Staff for distribution; be
prepared to highlight directorate planning processes

1
4
-3
d
i

for the group. . ' Eﬁ,
The Executive Committee Staff will distribute any comments or material e
it receives in advance of the meeting to all members. (S) ’
25X1 4. | | noted that he had tasked the current mid—-career
© class with considering how to implement the EXCOM planning decision.
-, "Members of the planning group will be invited to hear their views. (AIUO)
; .
25X1
'cc_: DDCT, _ .
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